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Task 1: overview of Basil’s Bakery
Basil’s Bakery is an independent artisan bakery established in 2015 in a retail park in Coventry, UK. The bakery specialises in organic breads, cakes and pastries and initially experienced steady growth. However, following the COVID-19 pandemic, sales have remained approximately 25% below the 2019 level despite the removal of lockdown restrictions. 
The business is facing declining customer numbers due to reduce retail park footfall, shop closures and increased home working. Rising operating costs, including rent, utilities and organic ingredient prices have further reduced profitability.
Although customers have requested delivery and online pre-order services, Basil has not  adopted these improvements. Consequently, the bakery risks becoming financially unsustainable unless effective strategic changes are implemented (Kotler and keller,2022).

Root Problem

The primary problem affecting Basil’s Bakery is the continuing decline in sales revenue caused by changes customer behaviour and increased operating costs. The bakery continues to rely almost entirely on walk in customers even though fewer people now visit the retail park. The lack of digital ordering and delivery services limits Basil’s ability to attract former customers who now work from home or live further away.
Furthermore, increasing overheads and unpredictable ingredient costs reduce profit margins, making the current business model increasingly difficult to sustain (Porter,1985)

Contributing Factors
Several factors contribute to the decline in business performance:
· Reduce customer footfall within the shopping retail park
· Closure of neighbouring retail stores.
· Growth in remote and hybrid working patterns.
· No online ordering delivery service.
· Long waiting times during busy periods.
· Rising rent, utility bills and insurance costs.
· Increasing prices of organic ingredients.
· Greater competition from bakeries offering digital ordering and delivery.
Overall, Basil’s Bakery requires a strategic solution that expands its customer base while improving convenience and operational efficiency.

Task 2 : Two Proposed Solutions
Solution A: Introduce an online ordering and Delivery Service
The first proposed solution is for Basil’s Bakery to introduce an online ordering system combined with a local delivery service. Customer would be able to place orders through a website or mobile application for home delivery or collection. This solution directly addresses the decline in footfall by enabling Basil to reach customers who now work remotely or no longer visit the retail park. It also improves convenience and customer satisfaction while increasing sales opportunities beyond the physical store. Research suggests that digital transformation enables small businesses to improve customer engagement, increase market research and strengthen competitiveness (Chaffry,2022).
Although implementation requires initial investment in technology and delivery logistics, the long-term benefits are likely to outweigh these costs by generating additional revenue and improving customer loyalty.

Solution B: Introduction a Pre-Order and Click-and-Collect System with Digital Marketing

The second proposed solution is to introduce a pre-order and click-and-collect service supported by an active digital marketing strategy. Customers would place orders online or by telephone and collect them at an agreed time, reducing waiting times during busy periods. Basil could also promote daily specials, seasonal products and loyalty rewards through social media platforms such as Facebook and Instagram. This approach requires less financial investment than a delivery service while improving operational efficiency and attracting new customers. according to Kotler and Keller(2022). Digital marketing allows small businesses to communicate directly with customers, strengthen relationships and increase repeat purchases. This solution is realistic for a small independent bakery because it can be implemented gradually while maintaining manageable operating costs.


Task 3a: Evaluation of the Two Proposed Solution Using the PMI Technique
The PMI (Plus,Minus,Interesting) technique, developed by Edward de Bono(1992), is a decision-making tool used to evaluate alternatives by identifying their strengths, weaknesses and potential opportunities.it provides a structured approach for comparing solutions before selecting the most appropriate option
Appendix 1: PMI Evaluation Table

 Solution A: Online Ordering and Delivery Service
	        Plus(+)

	        Minus(-)
	      Interesting(I)

	Reaches customers
 working from home

	High start-up costs
	Opportunity to expand beyond the local area

	Increases the sales opportunities

	Delivery logistics can be complex
	Potential partnerships with delivery platforms

	Improve customer convenience

	Additional staff may be required
	Can operate seven days a week

	Strengthens customer loyalty

	Technology requires maintenance
	Supports future business growth

	Total: 4
	4
	4


Overall Score: 12
Solution B: Pre-order and Click-and-Collect with Digital Marketing
	      Plus(+)

	    Minus(-)
	Interesting (i)

	Lower implementation cost

	Customers must still travel to collect orders
	Can be introduced quickly

	Reduces waiting times
	Does not completely solve reduced footfall

	Builds an online customer community

	Improve customer satisfaction

	Requires regular social media updates
	Supports customer loyalty programmes

	 Easy to implement using existing staff

	Limited geographical reach
	Can be expanded into delivery later

	Total=4

	4
	5


Total Score =13
The PMI evaluation indicates that both solutions could improve Basil’s Bakery’s performance. However, solution B achieves a slightly higher overall score because it is less expensive, easier to implement and carries lower operational risk. It also provides a strong foundation for future business expansion while addressing customer’s requests for quicker ordering and reduced waiting times(De Bono.1992)

Task 3b: Preferred Solution and Justification
Based on the PMI evaluation, solution B introducing a pre order and click-and collect system supported by digital marketing is preferred option. Although both solutions would help increase sales, solution B is more suitable for Basil’s Bakery because it requires a smaller financial investment. While delivering immediate operational improvements.
Basil is already experiencing rising overhead costs and reduced profitability; therefore, a lower-cost solution presents less financial risk. Additionally, introducing pre-ordering will reduce customer waiting times, improve service efficiency and encourage repeat purchases. Digital marketing through social media will enable Basil to reconnect with former customers, promote new products and attract a wider audience at relatively low cost. Once this solution has been successfully established, the bakery can gradually introduce a home delivery service in the future. Therefore, solution B offers the most practical, affordable and sustainable strategy for improving sales and supporting long-term business growth













 Implementation Plan
Problem Being Solved 
Declining sales due to reduced customer footfall, changing customer behaviour and the absence of a convenient ordering system.
Selected Solution
Introduce a pre-order and Click-and-Collect System Supported by Digital Marketing

Appendix 2: Implementation Plan

	Task
	What
	When
	Who
	Status

	1
	Develop an online pre-order system using the bakery’s website or a third-party ordering platform
	
Weeks 1-2
	Basil and IT/Web developer
	pending

	2
	Promote the new service through Facebook, Instagram, posters in-store and customer email messages.
	
Weeks 2-3
	Basil and Marketing Assistant
	
pending

	3
	Train staff on managing online orders, customer enquiries and collection procedures.
	
Week 3
	
Basil
	
pending

	4
	Launch the pre-order service, monitor customer feedback and review weekly sales performance for continuous improvement
	Week 4 onwards
	
Basil and Staff
	
ongoing



Implementation Summary
the implementation plan follows a logical sequence, beginning with the development of the ordering platform before promoting the service to customers. Staff training is completed before the launch to ensure employees understand the new procedures and can provide efficient customer service. Once the system is operational, customers feedback and sales performance will be monitored regularly to identify any issues and support continuous improvement. This phased implementation reduces disruption to normal bakery operations while increasing the like hood of a successful adoption of the new service (kotter,1996)
Justification for the Implementation Plan
The implementation plan has been designed to minimise operational disruption and financial risk. Developing the online ordering system first ensures that the service is fully functional before customers begin using it. Marketing activities are scheduled immediately afterwards to maximise customer awareness before the official launch. Staff training is essential because employees need to understand the ordering process, collection procedures and customer service expectations to ensure efficient operations. Finally, ongoing monitoring enables Basil to evaluate sales performance, identify customer concerns and make improvements where necessary. This staged approach follows effective change management principles by preparing employees, communicating changes clearly and evaluating outcomes after implementation. Kotter (1996) argues that structured planning and employee involvement significantly increase the likelihood of successful organisational change. Consequently, the proposed implementation plan roadmap for improving customer convenience, increasing sales and supporting the long-term sustainability of Basil’s Bakery

Key Performance Indicator (KPI) and SMART Objectives.
To evaluate whether the proposed solution is successful, Basil’s Bakery should use a Key Performance Indicator linked to online pre-orders and sales growth. A KPI is a measurable value that helps organizations assess whether they are achieving their business objectives (Parmenter,2020)
Appendix 3:KPI and SMART Obejectives 
	Objective(SMART)
	        KPI
	        Target
	   Time scale

	Increase the number of customer pre-orders through the new click-and-collect system
	Number of online pre-orders received each week
	Increase weekly pre-orders by 30%
	Within 3 months of launch

	Improve overall monthly sales revenue
	Monthly sales revenue
	Increase monthly sales by 20%
	Within 6 months

	Improve customer satisfaction with the ordering process
	Customer satisfaction survey results
	Achieve 90%positive customer feedback
	Within 6 months

	Increase customer engagement through social media marketing
	Number of followers,likes,comments and shares
	Increase social media engagement by 40%
	Within 6 months



These SMART objectives are specific, measurable, achievable, relevant and time-bound; ensuring that Basil can clearly evaluate the success of his new service. Monitoring these KPIs will help identify these new areas requiring improvement and support informed business decisions.


Monitoring and Evaluation
The success of the proposed solution should be monitored regularly using the new KPIs. Basil should review weekly pre-order figures, monthly sales reports and customer feedback to determine whether the new click-and-collect system is achieving its objectives. Social media analytics can be used to measure customer engagement and the effectiveness of promotional campaigns. If sales or customer satisfaction targets are not achieved, Basil should investigate the causes such as pricing, marketing, effectiveness or operational issues. He should then implement corrective actions. Regular evaluation meetings with staff will provide valuable feedback on the ordering process and identify opportunities for continuous improvement. According to Parmenter (2020), organisations that regularly monitor KPIs are better able to improve performance, respond to marketing changes and achieve long-term business success. Therefore, ongoing monitoring and evaluation are essential to ensure that Basil’s Bakery remains competitive and continues to meet customer expectations. 
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